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SEMORANDUM POR TI!E RECORD ’
SUMJECT: Overrum on Preject 710197, Viewgraph Maker [Contract
[and Project 218147, PI Print Enlsrger 25X1
1 | 25X1
. I. The atteched memoranaa APIC/TUG/u-1026-67 ana KPIC/TLs/b-1050-
67 present the background for the refersnced prejects.
2. On 27 September 1967 the follewin: personnel visited[ |te 25X1
discuss the anticipated overrun of the avove projects: | | 25X1
25X1
| The foilowin: 25X1
paragrashs preseat the events of the weeting in chronelorical order. with
excerpts that compure past events witn inforwation ss presented by 25X1
3. | presented an analysis of the Viewgraph Muker. 25X1
te gave the foilowing reasons why the overrun cccurred:

3.1. The range of copy sizes and mapgnifications could not
be sccommodated by using the 10-13 Platemaster as orisinally
stated in the comtract. An 11-17 Platenmaster (e larger =ocel)
had to be used and it required amore nodificatien than was an-
ticipated. Redesign of tiae optical hesd, copy bearc, elevatoy
nechaniss, and fila path was reguired.

3.2, Room light Izadimy of the fils reguired special
sesign,

3.3, The reflex viewins port requireu special desigii.
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SUBJECT: Overrun on Project #10197, Viewyraph Maker [Contract

| anéd Projeet #10147, PI Print Enlarger

4. It was emphasized by NPIU werscnpel end acreec to by[::::]
personnel that these difficulties were not brought sbout by changes
requested by NPIC after the contract was sigred. The contractor was
verely making desiin chanpes necessary te fulfill the terns of the
original contract. [ |admitted that they had maie 2 poor technical
and flnancial sstimate curing the periocd of contract aegotliations.

first wonthly report cated 15 May 1967 already incicited an
awareness of most of the desizn difficulties but predicted no overrun.
By 16 June 1967 |had completed & layout study | | drawing 115703)
incerporating the necessary chsnges. was aske¢ why they had at
that time mot forseen am overrun and warned us of its probability. They
stated that their cwn cost sccounting systes (coTiZ;fjizad)had net pre -

dicted amy fimancial difficulties wutil August, siso mentionsd
that the control console wis now to be g free standing, wovesble umit
instead of beiny affirxed 1o the Platemsster frame. This chanse was
agsreed to by the Contractiag Officer’s Techulcal Representative on the
basis that it would be more convemient snd recuce costs. | staten
at this meeting that this charse had contributed to cost savings.

S. A letter te | | Agency Comtractriny 0fficer,
sated 14 July 15¢7 refers to first acuathly report sng asendod
the contract to appreve the use ot au 11-17 Platemsster, an incresse in
heizht and permission to deliver the second Viewgraph Maker one =zonth
after the delivery of the first unit, This latter agreement on the delivery
was a concession to the contractor and should have agsisted in reducing
costs, A clause was {acluded in this smemduent by[  |stating, 'This
auenduent will not affect the total target cost nor any other Tarws und
conditions of the subject contract.’

6. [:::] also sentioned the fact thatl discontinued the pru-
duetion of their Jdiffusion feor matyiial, 4427 and replaced it with
a slwilar saterial, 2427. was concernes that the uew usterial would
have different developsent requirecents (time, tesperature, etc.) mnd
might cause some changes in the Viewgraph #aker design. Therefore,
spent time and effort in checking the Jdevelopment characteristics of the
new vaterial. The results indicated that the new materiasl Lehaved sisilsrly
to the discontinued material and nc cesign changes were necessary. nHever-
theless, pointed eut, time and thus dollars had been spent in checklng
ocut this leportant comsidexation. The FI Print Enlarger z2lsc uses the sane
diffusion trzesfer filem zond thus the study of the new material alse served
to answer the¢ probles for that project.
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SUBJECT: Overzun ¢n Project #10187, Viewgruph Maker, [Contract
[ | and Projeect #1G147, P1 Print iénlaxger 25X1
| | 25X1

7. It should be wentioned at this time that since both proiects
uwse the sase dlifusion transfer saterial, they both hac wauy of the pre-
cessor parts in common. This should lLisve bemefitted both Projects fipan-
cially since sowme of the design and draftimg efforts fer the processor
of the Viewgranh Msker coulc have been spriicd directly to the PI Print
knlarger. tﬁ:mg&uls and cost estimaites were made two months apart 25X1
aud without tae knowledge that beth would be accepted. Thus thelr estimates
mist have beon based on the presumption tuut enly one proposal would be
. accepted and that the ome project weuld have to bear all of the desiasr,
4 drafting, and developuent costs of the processor. Since hoth proposals
‘- were accepted, their engineering costs in this area should havee been
less than anticipsted. This fact was not =mentioned during the subject
aeeting with 25X1

$. When asked what steps could be taken to reduce aosts,:l 25X1
mertioned that publiecations costs =ight Le reduced 1f they spent Jess
tine on praohics pruparatioss. Tuoy slso sugrested less time night be
spent by personnel in installing xnd start-up of the eguipmeat at 25X1
NPIC. However, we felt thst this phase of the Project is critically
jorortent in Jdeveloping 8 workable viece of eguipment and preferred not
to cut costs in that area. | alse supgested that costs mignt be saved 25X1
by reducing the quality of the delivered “rawinys. #hen NPIC personnel
pointed aut that there was no contractusl requirement for drawings or

prints, still felt they might produce the reomalning drawinzs at less 25X1
than {IL. Spec standards but with adequate guality for use in producing
parts.
. S, presented un estismate of costs to cemplete (E.T.0. #24) 25X1
: the preject with a total of for the evexrrun, Thelr estiuste 25X1
(B.T.C. #1) presented a month eariier was ‘roken down into Jifferent
costs, For instance, #1 predicts |:i_|as an overnim in direect lsbor 25X
hours while #2A predicts | Haterial cost estinates likewise vary. 25X1
Curiously, even though the subtotals differ, both estimates are exactly
equal in thelr total estiszted overrun | |. 25X1
10. Selow is yresented some ¢icersts fm:lrepart of 31 May 25X1
1967,
31 Hay ...IBP (Platemaster) purchased parts were received
in part and basic diuensioanin: inforuwation was obtained for
further cesign and wodification of existing parts.’
‘T}w:llight tables were veceived.” 25X1

Under Intended Progress During the Next Report Period:
b & ’?
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SURJECT: Overrun on Project #10197, Viewgranh Maker [Contract
and Project 210147, PI1 Print Enlarger

“Complete ull desipn efforts” (ewyhasis EYORL 8y
“Relisase all ‘ltens for procuresent.” {ezphasis adued)

This veport is quite optimistic. It isdicates they had recieved sose
parts, were aware of changes nesded im others and predicted no increase
in cost. June's report does mot reflect ti:e completion of Jesiyn and
procuren & spted but predicts ne incresse in cost. On 11
August, assurod the monitor that there was no increase
in cost. Om I5 Augvst,[::::::::] project enginesr for the Viewgraph
Maker informed the moniter that there would be no increase im cost end
hoped tu actuzlly be under the target cost. On 24 Augusﬂ
iuforned the zonitor of the anticipated sverrum. On 14 Septenber

said that sll parts were nearly co@pleta. However,

estiazte usted 12 Septesber to complete still shows 1,364 hours in en-

ineers, designers, smd draftssen tive. At the 27 Septesber neeting
[f::::knﬁicatea that many parts had not yet been ordersd. Clearly, there
is an incongsistency in the firnancial aud tech?1ga1_n:ngzgzg_;&_xgngngﬁ___1
by the momthly reports (and verbal reports by

and the progress reported at the subject meeting,

1. [ Jestiuates that another two months will be needed to cou-
plete the Viewgsraph Makers,

12. At the conclusion of the presentation by| | we visited
the assesbly area to seo some of the couponents of the Viewgraph Haker
and the PT Print Enlarger. Very little assembly work had been completed,
Several parts vere oxamined, but it was nrot possible to ascertain what
percentare of the parts had been recelived.

13. NPIC personne] teidl |that thelxr overruns were unressonably
higzh and oskeq ther tu consiver all aeams rossible to reduce these costs.
¥e asked thew to comsider a corporate decision to absorb soms of thesse
costs since both the Viewaraph T:ffi]ﬁnd I Print Eularger, iy made to

the high standards suggested by at this aeeting, counld probahly be
seld to other ctustorers. ke emphasized, however, that this was by all
neans their decision and wo were not attemptin: te interfere in their
company's policy. e also inforued them of a new Agency policy to review
all significant overruns. (Am Ajency sudit will be made of all prejects
with durin; the week of 2 Cctober 1967. We did not infers the
personnel of this matter).
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SURJECT: Overyums on Project 210197, Viewgraph Maker [Uonirsct
| | a1 Praoject #10147, Pl Print Pularger

14, [presented @ review of the PI Print Imlarger.
He gave tné Following Teasons why the overrun occurred:

14,1, both 1U inch wide and JU Inch wide Jdiffusion
transfor material must te utilized by the eguipment.

14,2, An sutomstic exposure control was needeu.

14.3. Filz chips bhad to be sccoumndated for
viewing.

14.4. Koom light leading of filmz required special
design (this is really the ssme problem sxpressed in
parsgranh 3.2.).

14.5. Adjustable masks rather than fixed uasis
wore required.

14.6. The comdenser lems cost considerably more than
originally estimated,

14.7. Oiscontinuance of 4427 umaterial re-
quired effort to check uevelopment characteristics of
substitute material. (This is the sase rrebler expressed
in paragraph 6.).

15. [__Iuas reminded that zost of the above items were recognized
in the erizinal contract nmejotiations. The oniy chanye reguested by XNPIC
was £14.5, This ¢ ¥as nade 88 tue result of a request by IAS for
adjustable =asks. indicated at tnat time that it would ipcur ne in-
crease in cost. At that tixe.| 2130 reguested & revision of the ex-
posure tlae expressed in the coutract as * less than one secomd  to .5
to I seconu range.’ This revisiem should have ezsed some of their technical
problens while not significantly affectine wachine perfarmance.

Fd

16. [::::::]thiré monthly repert, dated 31 ay 1967 stated that the
lens turret assenbly had been released for procuresent, nirrors had Leen
ordered and circuit drawings hsd been started. Thelr repoert uvated 30
June 1867 states that all nochanical design work has been completed and
the circult drawings avre being finslized. Procurement curing tae July
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SUBJBCY: Overnm on Project #10197, Viewgruph Maker [Comtrsct
| and Project #10147, PI Print Enlerger 25X
I | 25X1
reporting period was at 75 per Cent. Om 11 August when ine contyacting
Officer’'s Technical Representative discussed the anticipatec overzun with
[ ]he wes intoymed that only 25 mun days (20U man hours) of desiin and 55X 1
arafting were neoded 1o fimish the job and tuat wost of the parts had Leen
ordered. iiowever,| |states thit Engineerimg cffort at the present D5y
is only 85% complete, desism and drafting omly 0% corplete and nanufacturing
only 35% complete. The present project status ks wuch less than stated in
the nonthly reports.
S 17. In the estimate of cosis complote sade by on is Aupust 25X1
. thoy estirate su overrun of Their cstimate dated 22 Septexber 25X1
i alse predicts this exact ancunt btut arrives st it with di fferent subtptals
and the insertion of an overtise presius charge that was not included at
. all in the first estinate.
v is. | |entered the weeting end gave his version of 25X 1
why <ost$ had risem. ile stated thot a viewer had recently been buiit by
' [:fichat performed below the expectations of both |anc the custeser. 35X
Resolving not to duplicate the same mi;ta&aﬁ,| [spent considerable 55X1
design time and effort in improvimg tbe cesiyn of the squipment of the
subject projects. .

19. ‘twe[___| personnel.] | are wo longer 26X1
assigned to the projects. | [ias Deen transferred to a research  O5x1
group ans has beeu resuveu from the responsible position he once 25X1
held. Without mentioning the nases of these gentlemen, NPIC personnel

‘ questioned whether poor technical or ecomemic vecisions could have heen
nade by personnel whe were no leomger assigned to this project. 25X1
[:;:::;i]ansverea by saying that teciuieal persennel sre assigned o a joo 55X 1
when Their incividual tslents zre needes and resoved when liiey are ne

longer requires.

20. | has presented various rsasons for thelr anticipated overTun. opy4
| |however, was cognizant o7 neerly &ll of these itens during the tise 25X1
oF contract nerotiation. They were zore aware of thes after 3 few wonths
of design and drafting effort. Yet they failed to auticipate sven a szall
overrun until they had spsct nearly all of tae target costs, Thelr wonthly
Teports are not consistent with the inforuation presented at the 27 Septenber
seetins, The following alternetives scer wost plausible.
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SUBJECT: Overruvn oa Project #10i97, Viewgraph Maker [Contract
tTand Project #10G147, 71 Print Enlarger 25X1 |

20.1. [::::::]ccst accounting systess are inadequate. 25X1

20.2. dniiberately witihiels the cerrect cost 25X1
information.

FLEN :lhamtly felt that the projects were 25X1

technically and financially on schedule. At a later uate,
technical probless were wore aifficutl than originclly
antivipated and caused uoTe Losts,

‘ 21,  EBarly during the week of 2 October,| plars to visit  25X1
¢ NPIC to celiver sdditiomsl cost infoymation and possivle areas for Toducted
. costs.

25X1
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